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Introduction
The purpose of the MICIP toolkits is to help a district dig more deeply into topics that are critical to the 
continuous improvement mindset and process.  This toolkit considers the impact of change on the organization, 
the individual members, and on the continuous improvement process.  It will provide information on how 
leaders can plan systems change and support personal transitions. Users will find research and professional 
development plans, including agendas, slides and resources, and staff meeting suggestions. Users can 
review materials and choose those that might best fit their current context. The kit has been scaffolded into 
introductory and digging deeper information.  The introductory information is appropriate for the entire 
continuous improvement team while the digging deeper information is primarily designed for those leading 
continuous improvement efforts.  Near the end of the toolkit are recommendations regarding facilitator and 
district leader readiness to lead the change process as well as additional resources.

“No change effort in education should be divorced from a direct connection to student 
instruction.” Fullan, M. (2006)

Learner Outcomes
• Understand the nature of change and its role in the continuous improvement process.
• Explain the relationship between the state of change and transition phases during change.
• Identify the purpose of organizational readiness and its role in successfully initiating and implementing 

change to drive continuous improvement.
• Understand how planning for change can increase the chance that continuous improvement will be 

successful.
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Introductory Level
Why It Is Important to Think about Leading and Managing Change
Change is a natural state.  It is critical for continuous improvement team members to understand change 
processes and how they impact the continuous improvement process. Continuous improvement is by its very 
nature a process of change. Once team members understand the potential impact of that change on both the 
organization and system as well as on the individuals implementing the change, they can use careful planning 
to both increase the likelihood that the change will be successful as well as to mediate any potential negative 
impact.

People like to say they like change. But in reality, no one likes change. No one wakes up in the morning 
saying, “I hope someone rocks my world today”. In fact, there is a book titled, Change is Good, You Go First. 
Humans like stability, predictability, knowing they can count on the sameness of their world. And yet change is 
ultimately what district and school leaders are called to do. William Bridges, in his book, Transitions: Making 
Sense of Life’s Changes, differentiates between “change” and “transition”. He defines change as the shift
in the external situation - system advancements. Transition, on the other hand, is the internal psychological
reorientation that people make in response to change, in other words, personal adaptations.

It is also important to remember that, while there are some basic elements and patterns to most changes, the 
timelines for change and adaptation to it can vary due to a number of factors.  Being sensitive to the timeline 
is critical.  While on the one hand it is important to consider the time needed to successfully implement a 
change, on the other hand it is critical to encourage those making the change not to be afraid of making the 
transition while also providing them essential levels of support.

Overview – Managing Change
This presentation gives an overview of Change Management and what a continuous improvement team 
needs to consider prior to designing and implementing a plan.  It is appropriate for the entire continuous 
improvement team.  Before engaging with the presentation, have attendees identify a change process in which 
they participated that was successful.  Also have them identify one that was not successful.  These experiences 
will be used during the presentation.  Resources include a PowerPoint with notes, a recording, and a handout; 
the entire session will take approximately 50 – 75 minutes depending on the amount of conversation.

• Change Management Recording
• Power Point
• Handout - Phases of Transition During Change

Levels of Change
The Continuous Improvement Process is a change process. It is 
important to note that not all change is of the same magnitude, and 
some changes have greater implications than others for various 
stakeholders. Before implementing changes that result from the 
Continuous Improvement Plan, it is important to recognize the 
level of change the plan calls for. Anticipating the response to the 
change and designing activities to help accommodate the change 
can go far in ensuring its success. This activity will help develop a 
teams’ understanding of the change process.  Resources include 
a handout with a reading, an activity, and an answer sheet.  We 
suggest keeping the answer sheet separate from the reading and 
activity so it can be distributed independently.  The entire activity 
will take approximately 45 – 60 minutes.

• Handout - Understanding Change Activity

https://www.youtube.com/watch?v=Yf6LyxomsS0
https://www.michigan.gov/documents/mde/Managing_Complex_Change_MTSS__732853_7.pdf
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Digging Deeper
These presentations dig deeper into the impact of change on the organization/system itself as well as on the 
individuals that are part of it.  They are primarily meant for those in charge of leading change efforts.  Before 
using these materials, facilitators will need to familiarize themselves with the major ideas and be prepared for 
the suggested mini presentations.

Leading System Change
• Leadership Professional Learning - Systems Change (Kotter Research). Harvard Business School and 

author John P. Kotter first published his “8-Step Change Model” in 1995. It has become the definitive 
guide for conscientious leaders. This 2.5-hour session will teach the model as individuals apply an identified 
change initiative.  
• Systems Change – Agenda
• Systems Change - Slides

•	 Leadership Professional Learning - Creating a Coherent System (Fullan & Quinn Research). Much of 
the research on change has been done in the private sector. However, in 2016, Michael Fullan and Joanne 
Quinn published their book, Coherence: The Right Drivers in Action for School, District, and Systems. 
They share a four-component framework that district and school leaders can implement for coherent 
change. This 2.5-3 hour professional learning session provides a manageable understanding of the model.  
• Creating a Coherent System – Agenda
• Creating a Coherent System – Slides
• Fullan and Quinn Framework - Handout

Leading Individual Change
•	 Staff Circle - What We’re Feeling Is Normal; Change Is Difficult (Bridges Research). William Bridges 

says it is not the change that’s the problem; it’s “coping with the difficult painful and confusing times.” 
This staff circle (1-1.5 hours) will normalize the feelings everyone experiences during change and provide 
coping strategies to address them. 
• Staff Circle – Script
• Staff Circle – Handout

•	 Leadership Professional Learning - Managing Individual Change (McREL & Blanchard 
Research). McREL introduced the concepts of “1st & 2nd Order Change” in their book, School Leadership 
that Works and recently in the book, Balanced Leadership for Powerful Learning. When leaders 
understand that one change initiative can have different personal reactions, they can consider which stage 
of development is needed and what they need to do next to support individuals in moving forward. This 
professional development session will explain two models of research and provide opportunities to create 
individual action plans.  It can be adapted for staff professional development ranging from 3-6 hours.
• Managing Individual Change – Agenda
• Managing Individual Change – Slides
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Readiness Considerations - Facilitator and District Leader
Facilitator Readiness:
What skills does a facilitator need to support the change process?

• Working knowledge of organizational change theory and models.
• Working knowledge of existing district change experiences.
• Understanding of systems change.
• Understanding of the phases of individual change.

District Leader Readiness:
What do district leaders need to lead the change process?

• Ensuring that perspectives of various educational systems are represented on the continuous improvement 
team - MICIP Process Guide - page 8.

• MICIP Professional Learning for MICIP team assembly: Learning Bites - “Building Your Team” and “Working 
as a Team”

• Knowledge of the change process and the elements that need to be present to successfully implement 
change.

• Understanding of the current district leadership capacity and ability to facilitate change.
• Identification of person(s) responsible for facilitating continuous improvement efforts with your team. i.e. 

District leader, ISD/RESA facilitator, co-facilitation model (district leader & outside facilitator).

References and Additional Resources
The resources below are provided to support the information above; their inclusion does not indicate 
endorsement by the Michigan Department of Education.  Access to these resources may be time-limited or 
may require a subscription.

•	 Blanchard’s Research: SLII Powering Inspired Leaders. Ken Blanchard’s Situational Leadership model has 
been around for a long time. Educational authors have used it to move their research forward. They include 
Wellman & Lipton’s Mentoring Matters: A Practical Guide to Learning-Focused Relationships (2017) and 
Jackson’s The Instructional Leader’s Guide to Strategic Conversations with Teachers (2008). This model 
helps leaders consider how to adjust their leadership style to meet individual’s developmental stages.

•	 Bridges’ Transition Model: Guiding People Through Change. Bridges’ Transition Model has 3 stages that 
people experience during change. This brief article offers the stages and emotions that accompany them.

•	 Choosing the Wrong Drivers for Whole System Reform. Michael Fullan shares that the typical “drivers” 
in leading education change are wrong. He encourages leaders to rely on a different group of “drivers”.

•	 Kotter’s 8-Step Change Model: Implementing Change Powerfully and Successfully.  This webpage provides 
an overview of the model. [article and video (2:20 minutes)]

•	 McREL’s Balanced Leadership Framework. “First and Second Order Change” is part of a larger framework 
created through a meta-analysis by McREL on school leadership and its impact on student achievement. 
The Balanced Leadership Framework has four components: Leadership Responsibility & Practices, 
Managing Change, Focus of Leadership, and Purposeful Community. Check out the McREL website for 
more information.

https://www.michigan.gov/documents/mde/MICIP_Process_Guide_713924_7.pdf
https://www.michigan.gov/documents/mde/01_Getting_Ready_Team_714562_7.pdf
https://www.michigan.gov/documents/mde/01_Getting_Ready_Team_714562_7.pdf
https://www.kenblanchard.com/Products-Services/SLII
https://www.mindtools.com/pages/article/bridges-transition-model.htm
http://michaelfullan.ca/wp-content/uploads/2016/06/13396088160.pdf
https://www.mindtools.com/pages/article/newPPM_82.htm
https://www.mcrel.org/balancedleadership/
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Other Helpful Resources
Successful leaders understand that managing change takes a certain amount of finesse. One cannot just 
declare a change and expect that everyone will be compliant. Systems change should be a thoughtful process. 
Many researchers have published information on how to approach this part of change. Most leaders intuitively 
or intentionally lead initiatives. But as George E.P. Box says, “All models are wrong, some are useful.” Another 
way to say this is “All models are (incomplete), some are useful.” Therefore, it is important for leaders to have 
multiple models to consider as they lead change.  Recognizing that change only occurs when the members of 
an organization commit to implementation, it is important for leaders to remember the individual transitions 
to the new way, including the feelings that are at play.

•	 Managing Change in Education - Practical Strategies to Improve Change Outcomes in K-12.
•	 Oakland Schools Collaborative Inquiry Toolkit. Once you have started implementing change, how do you 

ensure that there is a whole-system shift in practice? In May, 2020, Oakland Schools consultants created 
a toolkit for Collaborative Inquiry, “a structure in which members of a professional learning community 
come together to systematically examine their educational practice”. (Donohoo, 2013) to support this 
work.

•	 Educational Improvement Through Systems Course - This course will address a variety of ideas around how 
systems in classrooms, schools, and districts support continuous improvement. This course is designed to 
help you learn about systems by examining a case study and looking at examples of systems from your 
daily life and your experiences in schools.

• MTSS Change chart - According to the MDE MTSS Practice Profile, the five essential components of MTSS 
are inter-related and complementary. Effective change in MTSS requires attention and commitment to 
all five components. Used in collaboration with a fidelity check, this Complex Change model can help 
district and school-based teams consider various aspects of their MTSS and potential pitfalls for missing 
components.

Acknowledgments
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Understanding Change 


Reading 


The Continuous Improvement process is a change process. It is important to note that 
not all change is of the same magnitude, and some changes have greater implications 
than others for various stakeholders. Before implementing changes that result from the 
Continuous Improvement Plan, it is important to recognize the level of change the plan 
calls for.  Anticipating the response to the change and designing activities to help 
accommodate the change can go far in ensuring its success. 


Change theorists have suggested that there are two levels of change: first order change 
and second order change.  First order change is characterized by modifications of past 
practice within existing paradigms and implemented with existing knowledge and skills. 
It might also be thought of as doing work in new ways resulting from “in-the-box” 
thinking. Second order change, also known as sustainable change, is characterized by a 
break with past practice and working outside of the existing paradigms.  To implement 
such change requires new knowledge and skills.  It might also be thought of as doing 
new work resulting from “out-of-the-box” thinking.  An example of first order change 
might include moving to 90-minute teaching blocks while simply doing the same thing as 
a 45-minute block but for twice as long; sustainable (second order) change would be 
using the teaching blocks for a different kind of learning such as projects and 
collaborative groups. 


It is important to recognize which changes are of which order.  Recognizing the 
difference can help leaders select practices that are appropriate for the stakeholders who 
will be implementing them and generally results in more sustainable efforts and a 
positive impact on student achievement.  On the other hand, a negative impact will 
likely result if we use first order change when second order change is needed or if we 
assume that both types of changes have the same impact. 







 


 
  


  
 


  
    


   
    


  
   


      
 


 
 


  
 
 


      
 


 
 


  
 


 
      


 
 


 
  


 
 


      
 


 
 


  
 


 
      


 
 


 
  


 
 


      
 


 
 


  
 


 
       


 
  


 
 


      
 


   
 


 
 


  


Activity 


In Managing Complex Change, 1987, Ambrose has identified seven elements of change 
as noted across the top row of the chart below.  The belief is that if all elements are in 
place, second order, or sustainable, change will result, as indicated by the first row.  If 
one of the elements is missing as represented by the open box, other things may result, 
including anger, anxiety, confusion, false starts, first order change, sabotage, or 
sporadic change. (Payoff means that those being asked to make the change believe it 
will benefit them in some way.)  Predict the result for each row by placing a bolded term 
from the previous sentence after the equal sign. You will use each term once.  


Once you have completed your predictions, check them against the completed chart 
shown on the next page. 


Trust Vision Skills Resources Payoff Action 
Plan 


Shared 
Values/Beliefs 


= Second 
Order 


Change 
Vision Skills Resources Payoff Action 


Plan 
Shared 


Values/Beliefs 
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Trust Skills Resources Payoff Action 
Plan 


Shared 
Values/Beliefs 


= 


Trust Vision Resources Payoff Action 
Plan 


Shared 
Values/Beliefs 


= 


Trust Vision Skills Payoff Action 
Plan 


Shared 
Values/Beliefs 


= 


Trust Vision Skills Resources Action 
Plan 


Shared 
Values/Beliefs 
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Trust Vision Skills Resources Payoff Shared 
Values/Beliefs 
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Trust Vision Skills Resources Payoff Action 
Plan 
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Ambrose, 1987 “Managing Complex Change” 







 
    


   
  


 


      
 


 
 


  
 
 


      
 


 
 


  


      
 


 
 


  


      
 


 
 


  


      
 


 
 


  


      
 


 
 


  
 


       
 


   


      
 


   
 


 


 
  


  


Suggested Team Discussion: As a group, identify a past continuous improvement 
initiative that was not successful. What kind of change might have been called for? 
Which of the elements might have been missing and may have caused the lack of 
success?  Discuss what kinds of activities might be written into the plan to increase 
chances that changes called for in a Continuous Improvement Plan will be successful. 


Trust Vision Skills Resources Payoff Action 
Plan 


Shared 
Values/Beliefs 


= Second 
Order 


Change 
Vision Skills Resources Payoff Action 


Plan 
Shared 


Values/Beliefs 
= Sabotage 


Trust Skills Resources Payoff Action 
Plan 


Shared 
Values/Beliefs 


= Confusion 


Trust Vision Resources Payoff Action 
Plan 


Shared 
Values/Beliefs 


= Anxiety 


Trust Vision Skills Payoff Action 
Plan 


Shared 
Values/Beliefs 


= Anger 


Trust Vision Skills Resources Action 
Plan 


Shared 
Values/Beliefs 


= Sporadic 
Change 


Trust Vision Skills Resources Payoff Shared 
Values/Beliefs 


= False Starts 


Trust Vision Skills Resources Payoff Action 
Plan 


= First Order 
Change 


Ambrose, 1987 “Managing Complex Change” 
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Coherence Drivers – Michael Fullan


Leadership


Focusing 
Direction


· Purpose Driven
· Goals That Impact
· Clarity of Strategy
· Change Leadership


Cultivating 
Collaborative


Cultures
· Culture of Growth
· Learning Leadership
· Capacity Building
· Collaborative Work


Securing 
Accountability


· Internal Accountability
· External Accountability


Deepening 
Learning


· Clarity of Learning Goals
· Precision in Pedagogy
· Shift Practices Through
  Capacity Building








  


    


Creating a Coherent 
System 


Based on Michael Fullan & Joanne Quinn Research 







 


  
 


 
  


 


Purpose & Objectives 
Purpose Learning Goals 


 Learn a model for leading a 
 To develop high performing coherent system 


change leaders  Apply a model in leading 
district or school change 
initiatives 







 
 


 


 


The 
Coherence 
Framework 
Burning Questions; 
Problems of Practice 


What questions 
might you have? 



https://michaelfullan.ca/coherence-the-right-drivers-in-action-for-schools-districts-and-systems/coherence-framework-extended/
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Connector 
“As complicated  as things are these  days in 
education,  the pressures we face as educators 
pave the path for  a radical  new way.  Some of  
these pressures arise from the growing  realization 
that the system is wracked  with weaknesses;  
however, positive pressures join these negative  
pressures and inspire  the  creation of a new  
system.   This is actually  a very good time to be  an 
educational leader, to  identify kindred  spirits,  and  
to cultivate  and mobilize real leaders.  “  
- Kirtman  & Fullan, 2016 


Leadership:  Key 
Competencies  for 
Whole-School  
Change 
As we  lead [our 
change initiative],  
what might you be  
hopeful about? 


Share your thinking. 
15 min. 



https://drive.google.com/file/d/1demLAnu_wkYbkNaVzdqHP0eLWI7SwbMy/view?usp=sharing





 
 


The Author Speaks! 
Michael Fullan Describing 
Coherence 3:20 
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https://www.youtube.com/watch?v=B60UGs90RW8

https://michaelfullan.ca/coherence-the-right-drivers-in-action-for-schools-districts-and-systems/coherence-framework-extended/





 


 


     
 


  
 


 
 


COHERENCE 
Framework is... 
Framework for collectively working to 
improve 
the systems impact student learning. This 
framework 
requires leadership at all levels of the work 
to activate 
and connect the four components below: 


-focusing direction, 
-cultivating collaborative cultures 
-deepening learning, 
-securing accountability 
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https://michaelfullan.ca/coherence-the-right-drivers-in-action-for-schools-districts-and-systems/coherence-framework-extended/
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Shifting Our Drivers 
Shifting to the Right Drivers 


Right Wrong 
• Capacity Building 
• Collaborative Work 
• Pedagogy 
• Systemness 


• Accountability 
• Individual Teacher 


and Leadership 
Quality 


• Technology 
• Fragmented 


Strategies 
Fullan, M. (2011). Choosing the Wrong Drivers for Whole System Reform, Center for Strategic 
Education, pg. 3-6. 



http://michaelfullan.ca/wp-content/uploads/2016/06/13396088160.pdf





 
    


     


    
    


   


    
 


See, Think, Wonder - One 
● What are you seeing that will be helpful to your 


change leadership vision? Record what you see or 
notice. 


● What do you think you need to do to begin 
planning for collaborative coherence making? 
Record your thinking, including next steps or 
resources needed. 


● What wonderings do you have? Record your 
wonderings or questions. 


● Share your responses with others. 







Focusing Direction 


▪ Purpose driven 
▪ Goals that impact 
▪ Clarity of strategy 
▪ Change leadership 


9 







!:::; 
SENSE~ 5 ~ NESTY ~ rt 


~~ co t- ii:i ~ 


~ i= ~ ~VALUES~ S5 
- a: MOTIVATION ~ W t.J C:: 


~ ° FA 1TH ~ ~ ~ EQUALITY ~ r-
~ 3: "' -@SOCIAL;TRUTH 


HYPOCRISY ETH I cs i= CONVENTIONALITIES 
AUTHENTICITY MORALS !fi !fl ~ ETIQUETTE 
CHARACTER e: ~ z PERFORMANCE 


PHILOSOPHY t; HONOR~ g 
Cll ::!: DECENCY w w en PURPOSE Z z 
fil ffi C.. ~ ail ATTITUDE 1:5 ~ FAIRNESS 
55 t::: v, !!: ~ frj CONDUCT 
c::c c:: W > z u 
u.. u a: ~ u 


en <C 


 
    


     
   
  


 
 


 
   


      


Focusing Direction, Continued 
Leaders need the ability to develop a shared 
moral purpose and meaning as well as a 
pathway for attaining that purpose. 
(Coherence, pg. 17) 


Moral purpose = principled 
behavior connected to something 
greater than ourselves that 
relates to human and social 
development. 


Fullan, M. (2002). Moral Purpose Writ Large, AASA School Administrator. 
http://michaelfullan.ca/wp-content/uploads/2016/06/13396048660.pdf 



http://michaelfullan.ca/wp-content/uploads/2016/06/13396048660.pdf





 


 


         


    
  


    
  


 
 


  
  


 
 


  
   


     


  
  


 


Level 5 
Leadership/ 


Hierarchy 
Level 5 


• Builds enduring greatness through a paradoxical blend of 
personal humility and professional will. Level 5 


Executive 


• Catalyzes commitment to and vigorous pursuit of a 
clear and compelling vision, stimulating higher 
performance standards. 


Level 4 
Effective 
Leader 


• Organizes people and resources toward the 
effective and efficient pursuit of predetermined 
objectives. 


Level 3 
Competent 
Manager 


• Contributes individual capabilities to 
the achievement of group objectives, 


Level 2 
and works effectively with others in a 
group setting. Member 


Contributing Team 


• Makes productive contributions 
through talent, knowledge, Highly Capable Individual skills, and good work habits. 


Level 1 


Collins, J. (2005). Good to Great and the Social Sectors: a monograph to accompany Good to Great. Jim Collins. (pg. 12). 
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Focusing Direction 
● Reflect on the following 


questions: 
○ What is your moral 


purpose? 
○ What will it take for you to 


move up a Level in the 
Level 5 Leadership 
pyramid? 


● Jot your thoughts down in your 
See-Think-Wonder. We’ll refer 
back to them at a later 
session. 


Moral purpose  =  principled 
behavior connected  to 
something greater  than  
ourselves that  relates to 
human and  social  
development. 







 
     


     


    
    


   


    
 


See, Think, Wonder - Two 
● What are you seeing that will be helpful to your 


change leadership vision? Record what you see or 
notice. 


● What do you think you need to do to begin 
planning for collaborative coherence making? 
Record your thinking, including next steps or 
resources needed. 


● What wonderings do you have? Record your 
wonderings or questions. 


● Share your responses with others 
13 







  Cultivating Collaborative Cultures 


▪ Culture of growth 
▪ Learning leadership 
▪ Capacity building 
▪ Collaborative work 
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Cultivating Collaborative Cultures - Two 


● A growth mindset underlies the culture. 


● Leaders model learning themselves and share a culture of 


learning. 


● Collective capacity building is fostered above individual 


development. 


● Structures and process support intentional collaborative 


work. 
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Cultivating Collaborative Cultures - Three 


“Creating a culture of growth is a start, but leaders 
need to intentionally orchestrate the work of 
teachers, leaders and peers and keep it focused on 
collaboratively improving student learning.” p.53 
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Culture of Growth 
Effective leadership require collaboration and creating a 
culture of growth 


Trust + Efficacy + Value Staff + Opportunities 


Growth mindset 


Support learning + innovation + action = Culture of Growth 







  


    
    


    
       


        
       


       
     


      
        


         
     


Cultivating Collaborative Cultures - Four 


Modeling learning - we are expected to be continuous learners; 
leaders actively participate in learning with the staff 
Shaping culture - leaders create structure and processes to 
create an environment which leaves space for teachers to work 
collaboratively on challenges and innovations. As the lead learner, 
all learning is supported by creating cycles of learning and 
applications so that groups are learning from the work and 
engaging in solving authentic problems of practice together. 
Maximize the impact of learning - leaders keep the focus and 
conversations on quality learning for students and adults. They 
concentrate a few goals and develop a plan for achieving them 
along the way building collective understanding. 
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Making Connections With Coherence 
Read the quotes and select one that resonates with you. 


● When the organization values the talent and expertise of its people, it 
creates leadership development strategies that grow internal capacity. 


● We need leaders who create a culture of growth, know how to engage the 
hearts and minds of everyone; and focus their collective intelligence, talent, 
and commitment to shaping a new path. They recognize that what pulls 
people in is meaningful work in collaboration with others. 


● Lead learners orchestrate structures and processes to create an 
environment that anticipates and works collaboratively on challenges and 
innovation. 


● People are motivated to change through meaningful work done in 
collaboration with others. If we want to shift the organization, we need to 
pay attention to both the quality of the capacity building and the degree of 
collaborative learning. 
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Securing Accountability 


▪ Internal 
Accountability 


▪ External 
Accountability 
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Securing Accountability - Two 
Internal accountability 
● All educators take the responsibility for continuously improving 


results. 
● Underperformance is an opportunity for growth , not blame. 
● Internal is the most effective because people will be accountable 


to themselves and their group; occurs when the group take 
collective responsibility for continuous improvement and success 
for all students 


● Aligned with goals, standards, assessments, proof of 
implementation, and evidence of progress. Mechanisms provided 
for collaboration internally. 


Successful  =  collaborative  +  individual  +  collective  +  corrective 
Schools culture responsibility   expectations actions 
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Securing Accountability - Three 
External accountability 
● Small number of ambitious goals 
● Multiple types of data 
● Transparent strategies where groups can learn from 


using them 
● Examination of progress in order to problem solve for 


greater performance 
● Entities/external authorities that have oversight for the 


school/district; provide external policies and 
accountability systems; seek to participate not just 
comply. 
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See, Think, Wonder - Three 
● What are you seeing that will be helpful to your 


change leadership vision? Record what you see or 
notice. 


● What do you think you need to do to begin planning 
for collaborative coherence making? Record your 
thinking, including next steps or resources needed. 


● What wonderings do you have? Record your 
wonderings or questions. 


● Share your responses with others 
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Deepening Learning 


▪ Clarity of learning 
goals 


▪ Precision in 
pedagogy 


▪ Shift practices 
through capacity 
building 


Page 79 


24 







               


Collaborative Inquiry 
Collaborative  
Inquiry  – a structure 
in which members of  
a professional 
learning community  
come together to 
systematically 
examine their  
educational  practice.       


- Donohoo (2013) 


Stage 1:  
Framing  the  


Problem 


Stage 2:  
Collecting  
Evidence 


Stage 3:  
Analyzing 
Evidence 


Stage 4:  
Celebrating 
and Sharing 


Video:  Collaborative  Teacher Inquiry  (https://www.youtube.com/watch?v=9bxZ3HK3iiU&t=5s ) 
Donohoo,  J.  (2013).   Collaborative  Inquiry  for  Educators: A Facilitator’s  Guide  to  School  Improvement, Corwin  Press,  pg.  2. 



https://www.youtube.com/watch?v=9bxZ3HK3iiU&t=5s
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Individual     Learning Partners     Collaborative  Teams 
Degree of Co llaborative Learning High 


Personal Growth 
•Individualistic Growth but  
little connection across the 
organization  or  
sustainability 


Sustained  &  Systemic 
•Strong  collaborative  
learning and application, 
resulting in sustained and 
systemic  impact 


Surface  Learning 
•Individualistic  with  little  
application  to role 


Frustration 
•Strong  collaborative  
relationships but  little 
impact 


Fullan,  M.,  &  
Quinn, J. 
(2016). 
Coherence:  The 
Right  Drivers  in  
Action  for  
Schools,  
Districts, and 
Systems, 
Corwin, pg. 60. 







Shifting Organizational Practice 
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Degree of CollaDorative Leaming 


Stage 4: 
Celebrating 
and Sharing 


Stage 3: 
Analyzing 
Evidence 


Stage 1: 
Framing the 


Problem 


Stage 2: 
Collecting 
Evidence 


  


    
   
  


Putting It All Together 


More information about Collaborative Inquiry can 
be found Oakland Schools Collaborative 
Inquiry - Toolkit (June, 2020) 



https://michaelfullan.ca/coherence-the-right-drivers-in-action-for-schools-districts-and-systems/coherence-framework-extended/

https://docs.google.com/document/d/1FbypH4w6yW4yjxFQ7H-ciCQL47qb0tgdzKC2ADmp21c/edit?usp=sharing





 
     


     


     
     


   
    


 


See, Think, Wonder - Four 
● What are you seeing that will be helpful to your 


change leadership vision? Record what you see or 
notice. 


● What do you think you need to do to begin planning 
for collaborative coherence making? Record your 
thinking, including next steps or resources needed. 


● What wonderings do you have? Record your 
wonderings or questions. 


● Share your responses with others 
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The Coherence 
Framework 
Burning Questions; 
Problems of Practice 


What questions 
might you have? 
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https://michaelfullan.ca/coherence-the-right-drivers-in-action-for-schools-districts-and-systems/coherence-framework-extended/





       
     


     
   
  


    
     


    
        


     
    


   


 


  


Optimistic Closure 


As a leader in education, you are part of 
a community who serve with the 
purpose of assuring the equitable, high 
quality learning opportunities for our 
youth. 
This work requires focus, 
resourcefulness, passion, a love of 
humanity and all the leadership skill-
sets that you bring to it. You are the 
ones we have been waiting for to 
ensure the success of all students. 
We believe in you! 


We Are The 
Ones 
-3 min – 


UNSPLASH:  Adi 
Goldstein, Artist 


30 



https://www.youtube.com/watch?v=BVYajwVAJs8&t=68s





  


  
 


 
  


 


Purpose & Objectives Review 
Purpose Learning Goals 


 Learn a model for leading a 
 To develop high performing coherent system 


change leaders  Apply a model in leading 
district or school change 
initiatives 





		Creating a Coherent System

		Purpose & Objectives

		The Coherence Framework

		Connector

		The Author Speaks!

		COHERENCE Framework is...

		Shifting Our Drivers

		See, Think, Wonder - One                             

		Focusing Direction

		Focusing Direction, Continued

		Level 5 Leadership/Level 5 Hierarchy

		Focusing Direction

		See, Think, Wonder - Two 

		Cultivating Collaborative Cultures

		Cultivating Collaborative Cultures - Two

		Cultivating Collaborative Cultures - Three

		Culture of Growth

		Cultivating Collaborative Cultures - Four

		Making Connections With Coherence

		Securing Accountability

		Securing Accountability - Two

		Securing Accountability - Three

		See, Think, Wonder - Three

		Deepening Learning

		Collaborative Inquiry

		Shifting Organizational Practice

		Putting It All Together

		See, Think, Wonder - Four 

		The Coherence Framework

		Optimistic Closure

		Purpose & Objectives Review






AGENDA
Creating a Coherent System (Fullan & Quinn Research) 
Date:    Time:


Location: 
Purpose: To develop high performing change leaders 


Learning Goals: 
• Learn a model for leading a coherent system
• Apply a model in leading district or school change initiatives


Slide(s) Topic 
Slide 1 Welcome 


Slides 2 - 4 Purpose & Objective; Inclusion Activity 
Agenda & Slides 


Purpose:  To develop high performing change leaders 


Learning Goals: 


● Learn a model for leading a coherent system
● Apply a model in leading district or school change initiatives


Inclusion Activity [Burning Questions] 


● Throughout today’s session, please contribute your “Burning Questions” to our
Burning Question chart.


● Review The Coherence Framework.  What questions do you have?


Inclusion Activity [Quote] 


“As complicated as things are these days in education, the pressures we face as 
educators pave the path for a radical new way.  Some of these pressures arise from 
the growing realization that the system is wracked with weaknesses; however, positive 
pressures join these negative pressures and inspire the creation of a new system.  This is 
actually a very good time to be an educational leader, to identify kindred spirits, and 
to cultivate and mobilize real leaders. “  - Kirtman & Fullan, 2016 


Slides 5 – 8 The Coherence Framework – Overview 
Video: Michael Fullan - The Coherence Framework [3:20 minutes] 


Lecture Burst 


● Description of COHERENCE
● Shifting Our Drivers


Activity [See, Think, Wonder] 
Slides 9 – 29 The Coherence Framework – Components 


Focusing Direction 


Lecture Burst 


● Four Elements
● Moral Purpose
● Level 5 Leadership/Level 5 Hierarchy (J.Collins, 2001)


Activity [Turn & Talk, See-Think-Wonder] 


Cultivating Collaborative Cultures 
Lecture Burst 


• Four Elements



https://www.youtube.com/watch?v=B60UGs90RW8





Page | 2 


Slide(s) Topic 
• Cultivating a Collaborative Culture
• Culture of Growth


Activity [Quotes] 


• When the organization values the talent and expertise of its people, it creates
leadership development strategies that grow internal capacity.


• We need leaders who create a culture of growth, know how to engage the hearts
and minds of everyone; and focus their collective intelligence, talent, and
commitment to shaping a new path.  They recognize that what pulls people in is
meaningful work in collaboration with others.


• Lead learners orchestrate structures and processes to create an environment that
anticipates and works collaboratively on challenges and innovation.


• People are motivated to change through meaningful work done in collaboration
with others.  If we want to shift the organization, we need to pay attention to both
the quality of the capacity building and the degree of collaborative learning. -
Fullan & Quinn, 2016


Securing Accountability 
Lecture Burst 


● Two Elements
● Internal Accountability
● External Accountability


Activity [Turn & Talk, See-Think-Wonder] 


Deepening Learning 
Lecture Burst 


● Three Elements
● Video: Collaborative Teacher Inquiry (2:54 minutes)


○ for more information about Collaborative Inquiry, please see the
Oakland Schools Collaborative Inquiry Toolkit, June, 2020.)


● Shifting Organizational Practice


Activity [Putting It All Together, See-Think-Wonder] 


Activity [Summary of Learning, Burning Questions] 


Slides 30 – 31 Wrap Up 
Activity [Video] 


● We Are the Ones [2:53 minutes]


Review  


Purpose:  To develop high performing change leaders 


Learning Goals: 


● Learn a model for leading a coherent system
● Apply a model in leading district or school change initiatives



https://www.youtube.com/watch?v=9bxZ3HK3iiU&t=5s

https://docs.google.com/document/d/1FbypH4w6yW4yjxFQ7H-ciCQL47qb0tgdzKC2ADmp21c/edit?usp=sharing

https://www.youtube.com/watch?v=BVYajwVAJs8&t=68s



		agenda

		Creating a Coherent System (Fullan & Quinn Research)

		Location: Click or tap here to enter text.

		Learning Goals:





		Topic

		Welcome

		Purpose & Objective; Inclusion Activity

		The Coherence Framework – Overview



		Slide(s)

		Activity [See, Think, Wonder]

		The Coherence Framework – Components

		Cultivating Collaborative Cultures

		Securing Accountability

		Deepening Learning

		Wrap Up





		Time: 

		Location: 

		Date_af_date: 








Managing  Complex  Change  in  MTSS 


Team  Based 
Leadership + Tiered  Delivery 


System + 


Selection  and 
Implementation  of 


Instruction, 
Interventions,  and 


Supports 


+ 
Comprehensive 
Screening  and 


Assessment  System 
+ 


Continuous 
Data-Based 


Decision  Making 
= 


Improved 
Outcomes  for  All 


Students 


MISSING 
Tiered Delivery 


+ 
System + 


Selection and 
Implementation of 


Instruction, 
Interventions, and 


Supports 


Comprehensive Continuous 
Screening and Data-Based + + 


Assessment System Decision Making 


 


 
 


 
 


  


  
  


  
= 


DISSONANCE 
The education system 


lacks a sustainable, 
scalable, and engaging 


climate 


Team Based 
Leadership + MISSING + 


Selection and 
Implementation of 


Instruction, 
Interventions, and 


Supports 


Comprehensive Continuous 
Screening and Data-Based + + 


Assessment System Decision Making 


 


 
 


 
 


  


 
   


    
  


= 


INEQUITABLE 
The instructional 


framework does not reach 
all learners and there is 


misallocation of resources 


Team Based 
Leadership 


Tiered Delivery 
+ 


System + MISSING 
Comprehensive Continuous 
Screening and Data-Based + + 


Assessment System Decision Making 


  
 


  


  
  
   


 


= 


INCOMPATIBLE 
The selected resources 
don’t match learners 
needs or the district 


instructional philosophy 


Team Based 
Leadership 


Tiered Delivery 
+ 


System + 


Selection and 
Implementation of 


Instruction, 
Interventions, and 


Supports 


+ MISSING + 
Continuous 
Data-Based 


Decision Making 


  


 
 


  


   
    


  


= 


DIRECTIONLESS 
The assessment process is 
not balanced and lacks an 
outcome driven approach 


Team Based 
Leadership 


Tiered Delivery 
+ 


System + 


Selection and 
Implementation of 


Instruction, 
Interventions, and 


Supports 


+ MISSING 
  


 
 


 
 


 


    
  


   
  


Comprehensive 
Screening and + 


Assessment System 
= 


ARBITRARY 
The data analysis system is 
haphazard and decisions 


are made based on 
hunches and assumptions 


(Adapted  from  Model  for  Managing  Complex  Change  Model and Michigan  Department  of  Education  (MDE)  Multi-Tiered System  of  Supports  Practice  Profile) 



https://www.michigan.gov/documents/mde/MDE_MTSS_Practice_Profile_5.0July2020_ADA_700696_7.pdf






 


  


Managing Individual
Change 


Based on research from McREL & Ken Blanchard 







  


 
  


 
   


Series Purpose & Objectives 


Purpose Learning Goals 


• To develop high 
performing change
leaders 


• Learn models for 
managing individual 
change 


• Apply models in leading 
district or school change
initiatives 
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For our time 
together... 
• Take responsibility for your own learning 
• Support the learning of your colleagues 
• If you need to take a call or have a side 


conversation, please step out 
• If you have a question, ask 







     
     
     


 
 


  


It’s not so much that we’re afraid of change or so in love 
with the old ways, but it’s that place in between that we 
fear…it’s like being between trapezes. It’s Linus when his 
blanket is in the dryer.  There’s nothing to hold on to. 


🗉🗉Marilyn Ferguson,
The Aquarian Conspiracy. 







  
   


Managing Individual Change 
Based on research from McREL 







LEADERSHIP for Powerful Learning 


TOOi.$ 1011 ACHIEVl'-0 SUCCESS 
1-. YOUR SCHOOl 
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BALANCED 


McREL’s Balanced Leadership Framework 
• Marzano, R.J.; Waters, T. 
& McNulty, B.A. (2005).  
School Leadership that 
Works: From Research to 
Results, ASCD. 


• Goodwin, B., Cameron, 
G., & Hein, H. (2015). 
Balanced Leadership for 
Powerful Learning: Tools 
for Achieving Success in 
Your School. Alexandria, 
VA, USA: ASCD. 







  
 


 


  
  
    
   


   
  


  


Mid-continent 
Research for 
Education and 
Learning (McREL) 


• McREL’s mission is to 
make a difference in the 
quality of education and 
learning for all through 
excellence in applied 
research, product
development, and service. 







 


 
 


    
 


       


       


     


McREL’s Meta-analyses 
Findings from 
meta-analysis 


Publications 


Classroom-level practices: 
Instructional strategies 


Classroom Instruction That Works 
(2001 & 2012) 


Classroom-level practices: Classroom Classroom Management That Works 
management (2003) 
School-level practices & student What Works in Schools (2003) 
characteristics 
Leadership responsibilities & practices School Leadership That Works (2005) 
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Balanced 
Leadership:
McREL’s 
Assumptions 


• We need to get the most possible 
out of our schools. 


• In light of the resource, social, 
political & design realities facing our 
schools & their leaders, schools (as 
currently designed) are not likely to 
meet the expectations that no child 
is left behind. 


• We need education leaders who are 
prepared to deal with the first- and 
second-order changes implied by 
both assumptions. 







 


 


    


 


Changing
Environment 


• Higher expectations 
• Greater accountability 
• Rapid increase in information 
• Public scrutiny 
• Work overload 







  


 


 


Effects of 
Change on 
Schools 


• Lack of clarity 
• Ambiguity 
• Increased stress 
• Lack of trust 
Requires new
expectations for leaders 
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Ono oorcnn 


cnnnn+ do it 


0 \ \ -


New 
Expectations 


• Leading increasingly complex change
• Relentless focus on improving student


achievement
• Sharing leadership


one person 


cannot do it all







Leadership Meta-Analysis 
• 5,000 study  citations 
(1972-2000) 


• 3,000 dissertation  citations 
• 2,000 other study citations 


• 69  studies met  criteria  for 
inclusion 


• Quantitative data 
• Student achievement  as 


the  dependent variable 
• Standardized scores 
• Teacher perceptions as the 


independent variable 
• Schools  in  the US or similar 


to US culture 
• Principal  in the building for  


minimum of  3 years  







Sample 
Size 
• Collectively,  the sample 


size was  large enough t o  
show  significance: 


• 2,802 schools 
• 14,000 teachers 
• 1.4 million  students 







  
     


     
    


    
 


Findings from McREL’s Meta-Analysis 
1. There is a relationship between leadership and 


student achievement – leadership matters. 
2. There are 21 leadership responsibilities, each with 


statistically significant and positive relationships to 
student achievement. 


3. Leaders perceived as strong do not always have a 
positive impact on achievement. 







 
   


 
  


   
   


  
   
 
  


   
    


 


  
     


    
  


  
    


  


Findings from McREL’s Meta-Analysis, Cont. 
1. There is a relationship 


between leadership and 
student achievement – 
leadership matters. 


2. There are 21 leadership 
responsibilities, each with 
statistically significant and 
positive relationships to 
student achievement. 


3. Leaders perceived as 
strong do not always have 
a positive impact on 
achievement. 


• Think – individually about 
the 3 Findings of the Meta-
Analysis. What questions 
do you have? 


• Share - your thoughts and 
questions with your table 
group 


• Share - with the whole 
group. 







 


  


 


The Balanced Leadership Framework™ 


Purposeful Community 


Leadership 


FOCUS MAGNITUDE 


School practices Create demand 


Classroom practices Implement 


Student characteristics Manage personal transitions 


Monitor & evaluate 







 
 


 


 
   


   
 


Leadership 
Responsibilities 
& Practices 
• 21 leadership 


responsibilities
• 66 leadership practices
• All correlated to student 


achievement
• Each correlation is 


statistically significant







 


 


   
 


  
 


21 Leadership Responsibilities 
• Affirmation 
• Change Agent 
• Communication 
• Contingent Reward 
• Culture 
• Discipline 
• Flexibility 
• Focus 
• Ideals & Beliefs 
• Input 
• Intellectual Stimulations 
• Involvement with Curriculum, 


Instruction, and Assessments 


• Knowledge of Curriculum,
Instruction, and Assessments 


• Monitor/Evaluate 
• Optimize 
• Order 
• Outreach 
• Relationships 
• Resources 
• Situational Awareness 
• Visibility 







  


  
  


 


 
  


 
 


   
  


 


  
  


 
  


Meta-Analysis v. Factor Analysis 


Meta-Analysis 
• Studies relationship between


independent & dependent 
variables 


• Seeks to generalize findings 
• Synthesizes findings from 


existing studies 
• McREL’s Findings on 


Leadership – 21 
Responsibilities that correlate 
to student achievement. 


Factor Analysis 
• Studies the patterns of


relationships between many 
independent variables 


• Seeks to discover nature of 
independent variables & how 
they affect dependent 
variables 


• Reduces a set of items (or 
variables) to factors within a 
study 


• McREL’s Findings on Change – 
How 21 Responsibilities 
correlate with change 







 
  


 
  


   


  


   


 


McREL’s Factor Analysis 
• 92 –item online survey 
• 652 principal responses 


• Data used to understand: 
• Principals’ fulfillment of 
leadership responsibilities 
& use of practices 


• Change initiatives 
• Relationship of change to 
leadership responsibilities 


• Inter-correlations among 
the responsibilities 







 
  


 
 


 
 


Factor Analysis Findings 
• Two major factors: first-order change and second-order 
change 


• 21 responsibilities with positive correlation to changes 
perceived as first-order 


• 11 responsibilities with correlations to changes 
perceived as second-order 







    
  


  
   


     
   
   


 


McREL’s Definition 
of Change 


A change is defined by the 
implications it has for the 
people expected to 
implement it and/or those 
who will be impacted by it. 
The same change can be 
perceived differently by
different stakeholders. 







  
  


  
 
 


Common Labels for Magnitude of Change 
• Incremental vs. Fundamental 
• Technical vs. Adaptive 
• Continuous vs. Discontinuous 
• First-Order vs. Second-Order 







  
  


 
  


 
  


    
 


 


  


   


First or Second-Order? 
• an extension of the past? 
• consistent with prevailing
organizational norms? 


• congruent with personal 
values? 


• easily learned using
existing knowledge and
skills? 


• First-Order Implications 
• First-Order Implications 


• a break with the past? 
• inconsistent with 
prevailing organizational
norms? 


• incongruent with personal 
values? 


• requiring new knowledge 
and skills? 


• Second-Order Implications 
• Second-Order Implications 







    
    


 
   
 


    
  
      


  


Guided Reflections 
• Think - individually about a time in your personal 
or professional life when you experienced a 
change with second-order implications 


• Reflect - on the following questions: 
• What was the change? 
• How did you feel about it? 
• How did you react to it? 
• How did it finally work out? 


• Share – with your learning partners 







Monitor & 
Evaluate 


Create 
Demand 


1st Order 


Manage 
Personal 


Transitions 


• 


 


 


 


McREL’s Phases of 
Change 


Waters, T. & Cameron, G. (2007). The 
Balanced Leadership Framework: 
Connecting Vision with Action, McREL.  
(Download: 
http://www.mcrel.org/~/media/Files/McRE
L/Homepage/Products/01_99/prod54_BL
_Framework.ashx). 



http://www.mcrel.org/%7E/media/Files/McREL/Homepage/Products/01_99/prod54_BL_Framework.ashx





Break 







 


   


Managing Individual
Change 
Based on research from Ken Blanchard 







  


  


 


   


• Think – individually of one word to describe your learning so far 


• Line-up – alphabetically by the one word 


• Share – “A-Z” the identified words Reconnector 
• Share – with the person standing next you why you chose your identified word 







     
     


    


  
   


  


Why Learn This Stuff? 
• Open up communication—increase the frequency and 
quality of conversations about performance and 
development between you and the people with which 
you work 


• Help others develop competence and commitment 
• Teach others how to provide their own direction and 
support 


• Value and honor differences 







    
  


      


      


When You Think 
About Leadership… 
Looking at the pictures, which 
person represents the qualities of
good leadership & why? 


This Photo by Unknown Author is licensed under CC BY This Photo by Unknown Author is licensed under CC BY-
SA-NC 


This Photo by Unknown Author is licensed under CC BY- This Photo by Unknown Author is licensed under CC BY-
SA NC 



http://www.ponderweasel.com/oprah-winfreys-early-life/

https://creativecommons.org/licenses/by/3.0/

http://brewminate.com/gandhi-how-to-change-the-world/

https://creativecommons.org/licenses/by-nc-sa/3.0/

https://en.wikipedia.org/wiki/Tom_Izzo

https://creativecommons.org/licenses/by-sa/3.0/

https://accesoriosparaperros.blogspot.com/2011/08/articulos-para-mascotas-con.html

https://creativecommons.org/licenses/by-nc/3.0/





 
 


 


 


 
   


 


The Three 
Skills of 
Learning-
Focused 
Relationships 


Diagnosis—assessing development
needs 


Flexibility—using a variety of 
leadership styles comfortably 


Partnering for Performance—reaching 
agreements with others about the 
leadership style they need 







  
 


   
  


 


Leadership 
• Leadership is an influence 
process. 


• When you are a leader, 
you work with others to 
accomplish their goals and 
• the goals of the 
organization. 







    
   


    


   
 


Leadership 
Style 


• The pattern of behaviors 
you use with others, over 
time, as perceived by 
them. 


• There is no best 
leadership style 







     
 


    


Beliefs and • People can and want to develop 


Values about • Leadership is a partnership 
• People value involvement and communication People 







    
    


    
      


Diagnosis 
• The willingness and ability to 
look at a situation and assess others’ development 
needs in order to decide which leadership style is the 
most appropriate for the goal or task at hand 







Development 
Factors 


• Competence 
• Commitment 







 
 


 
 


 
 
 


Competence 
(Can Do!) 
• Demonstrated goal- or 


task-specific knowledge 
and skills 


• Transferable knowledge 
and skills 


How would you know 
someone has competence? 







 
 


Commitment 
(Want to Do!) 


• Motivation 
• Confidence 







High 


 
 


 


Level 1 – The 
Enthusiastic 
Beginner 


Enthusiastic 
Beginner 
• Low 


Competence 
• High 


Commitment 
C
om


m
itm


en
t 


Competence High 







 


     


Enthusiastic Beginner Descriptors 
• Hopeful 
• Inexperienced 
• Curious 
• New/unskilled 
• Optimistic 
• Excited 
• Eager 
• Enthusiastic 
• Don’t know what they don’t know 







High 


 
 


 


 


Level 2 – The 
Disillusioned 
Learner 


Disillusioned 
Learner 
• Low to Some 


Competence 
• Low 


Commitment 


Enthusiastic 
Beginner 
• Low Competence 
• High 


Commitment 
C
om


m
itm


en
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Competence High 







 
 


Disillusioned Learner Descriptors 
• Overwhelmed 
• Confused 
• Demotivated 
• Demoralized 
• Frustrated 
• Disillusioned 
• Discouraged 
• Still learning 
• Inconsistent performance 
• Flashes of competence 







High 


 
  


 


  


 


 


 


Level 3 – 
Cautious, but 
Capable Performer 


Cautious, but 
Capable
Performer 
•Moderate to High
Competence 


•Variable 
Commitment 


Disillusioned 
Learner 
•Low to Some 
Competence 


•Low Commitment 


Enthusiastic 
Beginner 
• Low Competence 
• High Commitment 


C
om


m
itm


en
t 


Competence High 







   
 


Cautious, but Capable Performer Descriptors 
• Mostly self-directed and productive 
• Capable 
• Contributing 
• Self-critical 
• Cautious 
• Doubtful 
• Insecure 
• Tentative/unsure/hesitant 
• Bored/apathetic 







High 


 
 


 


  


 


 


 


 


Level 4 – 
Self-Reliant 
Achiever 


Cautious, but 
Capable
Performer 
•Moderate to High
Competence 


•Variable 
Commitment 


Disillusioned 
Learner 
•Low to Some 
Competence 


•Low Commitment 


Self-Reliant 
Achiever 
•High Competence 
•High
Commitment 


Enthusiastic 
Beginner 
• Low Competence 
• High Commitment 


C
om


m
itm


en
t 


Competence High 







 
 


    


Self-Reliant Achiever Descriptors 
• Justifiably confident 
• Consistently competent 
• Inspired/inspires others 
• Expert 
• Autonomous 
• Self-assured 
• Accomplished 
• Self-reliant/self-directed 
• May be asked to take on too much 







High 


  
 


  


 


 


 


 


4 Levels of 
Development 


Cautious, but 
Capable
Performer 
•Moderate to High
Competence 


•Variable 
Commitment 


Disillusioned 
Learner 
•Low to Some 
Competence 


•Low Commitment 


Self-Reliant 
Achiever 
•High Competence 
•High
Commitment 


Enthusiastic 
Beginner 
• Low Competence 
• High Commitment 


C
om


m
itm


en
t 


Competence High 







    
Flexibility 
The ability to use a variety of leadership 
styles comfortably 







 
Leadership 
Leadership is an influence process. 







   
   


     
   


   


Directive Behavior 
The extent to which a leader 


• Sets goals and clarifies expectations 
• Tells and shows an individual what to do, when, 
and how to do it 


• Closely supervises, monitors, and evaluates 
performance 







Directive Behavior, Cont. 
• Structure 
• Organize 
• Teach 
• Supervise 
• Evaluate 







 
 


  


 


 


Supportive Behavior 
The extent to which a leader 
• Engages in more two-way communication 
• Listens and provides support and 
encouragement 


• Involves the other person in decision 
making 


• Encourages and facilitates self-reliant 
problem solving 







 


Supportive Behavior, Cont. 
• Ask for input 
• Listen 
• Facilitate problem solving 
• Explain why 
• Encourage 
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Low Directive Behavior 


 
 


 


 


 


The Four 
Leadership Styles 


Collaborate 
• Low 


Direction 
• High


Support 


Consult 
• High


Direction 
• High


Support 


Coach 
• Low 


Direction 
• Low Support 


Calibrate 
• High Direction 
• Low Support 


S
up


po
rt


iv
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B
eh


av
io
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Directive Behavior Low 


High 


High 
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      This Photo by Unknown Author is licensed under CC BY SA 


• Match 
Partnering for • Oversupervise Performance 


• Undersupervise 



https://codeahoy.com/2017/02/08/committing-teamicide-by-micromanagement/

https://creativecommons.org/licenses/by-sa/3.0/





 
 


  


Leader Behavior 
In all four styles, the leader 
• Makes sure goals and expectations are 
clear 


• Observes and monitors performance 
• Gives feedback 
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Self-Reliant Enthusiastic 0 u Achiever Beginner 
• High Competence • Low Competence 
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Low Directive Behavior High Competence 


 The Four Levels of 
The Four Leadership Styles Development 







   
   


   
  


    
     


 


         


Leadership is complex and constantly 
changing. I recommend travelling with 
a good theory because theories never 
assume absolute certainty. They are 
humble – as leaders need to be – in the 
face of the future. 


- M. Fullan (2008) 


Marshall, S. (2008). In Conversation, “Leading Change: An Interview with Michael Fullan”, vol. 1, issue 1. 







 


  


Managing Individual
Change 
Based on research from McREL & Ken Blanchard 







  


 
  


 
   


Series Purpose & Objectives 


Purpose Learning Goals 


• To develop high 
performing change
leaders 


• Learn models for 
managing individual 
change 


• Apply models in leading 
district or school change
initiatives 





		Managing Individual Change

		Series Purpose & Objectives

		For our time together...

		Quote from Marilyn Ferguson

		Managing Individual Change

		McREL’s Balanced Leadership Framework

		Mid-continent Research for Education and Learning (McREL)

		McREL’s Meta-analyses

		Balanced Leadership: McREL’s Assumptions

		Changing Environment

		Effects of Change on Schools

		New Expectations

		Leadership Meta-Analysis

		Sample Size

		Findings from McREL’s Meta-Analysis

		Findings from McREL’s Meta-Analysis, Cont.

		The Balanced Leadership Framework™

		Leadership Responsibilities & Practices

		21 Leadership Responsibilities

		Meta-Analysis v. Factor Analysis 

		McREL’s Factor Analysis

		Factor Analysis Findings

		McREL’s Definition of Change

		Common Labels for Magnitude of Change

		First or Second-Order?

		Guided Reflections

		McREL’s Phases of Change

		Break

		Managing Individual Change

		Reconnector

		Why Learn This Stuff?

		When You Think About Leadership…

		The Three Skills of �Learning-Focused Relationships

		Leadership

		Leadership Style

		Beliefs and Values about People

		Diagnosis

		Development Factors

		Competence (Can Do!)

		Commitment (Want to Do!)

		Level 1 – The Enthusiastic Beginner

		Enthusiastic Beginner Descriptors

		Level 2 – The Disillusioned Learner

		Disillusioned Learner Descriptors

		Level 3 – �Cautious, but Capable Performer

		Cautious, but Capable Performer Descriptors

		Level 4 – �Self-Reliant Achiever

		Self-Reliant Achiever Descriptors

		4 Levels of Development

		Flexibility

		Leadership

		Directive Behavior

		Directive Behavior, Cont.

		Supportive Behavior

		Supportive Behavior, Cont.

		The Four Leadership Styles

		Partnering for Performance

		Leader Behavior

		The Four Leadership Styles compared to the 4 levels of development.

		Quote from Michael Fullan

		Managing Individual Change

		Series Purpose & Objectives






AGENDA
Managing Individual Change 
Date: Time: 


Location:  
Purpose: To develop high performing change leaders 


Learning Goals: 
• Learn models for leading individual change
• Apply models in leading district or school change initiatives
• Collaborate with other leaders


Slide(s) Topic 
Slide 1 Welcome 


Slides 2 - 4 Purpose & Objective; Inclusion Activity 
Agenda & Slides 


Purpose:  To develop high performing change leaders 


Objectives: 


● Learn models for managing individual change
● Apply models in leading district or school change initiatives


Norms 


Inclusion Activity [Quote] 


“It’s not so much that we’re afraid of change or so in love with the old ways, 
but it’s that place in between that we fear…it’s like being between 
trapezes.  It’s Linus when his blanket is in the dryer.  There’s nothing to hold 
on to.” - Marilyn Ferguson, The Aquarian Conspiracy. 


Slides 5 – 27 Managing Individual Change (McREL) 
Lecture Burst 


● McREL Leadership Framework
● Meta-Analysis
● Research Assumptions
● Findings


Activity [Turn & Talk] 


● Graphic Organizer
● Factor Analysis [Handout - Slides 25 & 27]
● Definition of Change


○ Common Labels for Magnitude of Change
● First & Second Order


Activity [Guided Reflection] 


• Systems Change AND Managing Individual Change







Slide 28 Break – Return at  


Slides 29 – 61 Managing Individual Change (Blanchard) 
Inclusion Activity [Line Up & One Word] 


Lecture Burst 


● Why Learn This Stuff?


Inclusion Activity [Four Square Synectic] 


● When You Think About Leadership…


Lecture Burst [Handout - Guided Note Taking] 


● The Three Skills of Learning-Focused Relationships
● Definition of Leadership
● Leadership Style
● Research Beliefs & Values
● Skill 1: Diagnosis


○ Competence


Activity [Turn & Talk] 


Lecture Burst 


○ Commitment
● Developmental Stages


○ Level 1: The Enthusiastic Beginner
○ Level 2: Disillusioned Learner
○ Level 3: Cautious, but Capable Performer
○ Level 4: Self-Reliant Achiever


Activity [Turn & Talk] 


Lecture Burst 


● Skill 2: Flexibility
○ Directive Behavior
○ Supportive Behavior


● Leadership Styles
○ Calibrate
○ Consult
○ Collaborate
○ Coach


Activity [Turn & Talk] 


● Skill 3: Partnering for Performance


Inclusion Activity [Quote] 


Leadership is complex and constantly changing.  I recommend travelling 
with a good theory because theories never assume absolute certainty.  
They are humble – as leaders need to be – in the face of the future.  - M. 
Fullan (2008) 



https://drive.google.com/file/d/1KUygShvImPChKrfP8P7cDGhiAznEwKk7/view?usp=sharing
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Slides 62 – 63 Wrap Up 
Review 


Purpose:  To develop high performing change leaders 


Objectives: 


• Learn models for managing individual change 
• Apply models in leading district or school change initiatives 


 


Learning Materials 
• Chart Paper 
• Markers 
• Agenda 
• PowerPoint 


Copies Needed 
What Directions 


Handout – 1st & 2nd Order Change/Phases of 
Change Model (Slides 25 & 27) 


1 per participant; front-to-back 


Learning-Focused Relationships – Guided Note 
Taking 


1 per participant; front-to-back 


 



https://drive.google.com/file/d/1KUygShvImPChKrfP8P7cDGhiAznEwKk7/view?usp=sharing

https://drive.google.com/file/d/1KUygShvImPChKrfP8P7cDGhiAznEwKk7/view?usp=sharing



		agenda

		Managing Individual Change

		Location: Click or tap here to enter text.

		Learning Goals:



		Learning Materials

		Copies Needed



		Topic

		Welcome

		Purpose & Objective; Inclusion Activity

		Break – Return at Click or tap here to enter text.

		Managing Individual Change (Blanchard)

		Wrap Up



		Slide(s)



		Date: 

		Time: 

		Location: 

		Return Time: 








Managing Transitions
Ending, Losing, 


Letting Go


Denial


Shock


Anger


Frustration


Stress


Ambivalence
The Neutral 


Zone


Skepticism


Acceptance


Importance


Hope


Enthusiasm


The New
Beginning








   
  


  
 


 
  


 
 


  
  


  
 


  


  
 


 
  


 
   


 
 


  


  
  


  
 


 
 


  
  


  
  


  
  


    
  
  


  
  


   
    
 


 
  


 
  


 
  


 


   
  


  
   


  
  


 


 


   
 


Phases of Transition During Change 
Phase 1 – Endings 


• People are forced to let 
go of things they are 
comfortable with 


• These things include 
relationships, processes, 
team members, and/or 
locations 


• Acknowledgement of 
feelings toward losses are 
important during this 
phase 


Phase 1 – Endings 


Phase 2 – Neutral Zone 


Phase 2 – Neutral Zone 


• Psychological 
realignments and 
repatterning takes place 
while creating and 
learning new processes 


• Intensive support from 
leaders are critical during 
this phase 


Phase 3 – New Beginnings 


• New beginnings are 
marked by acceptance 


• These new beginnings 
are rooted in new 
understandings, values, 
and attitudes and are 
anchored in a renewed 
sense of energy toward 
organizational change 


Emotions Displayed Guiding Tips 
Anger Acknowledge emotions 
Denial Accept resistance 
Fear Communicate openly about what is expected to happen 


Frustration Listen empathetically 
Uncertainty Help others imagine the positive future state 


Emotions Displayed Guiding Tips 
Anxiety Communicate regularly to give feedback on performance 


Low morale and low productivity Acknowledge quick wins and provide “morale boosters” 
Resentment toward the change 


initiatives/actions 
Set short-term goals and remind the team of the goals 


(future state) 
Skepticism about the change 


initiative/actions 
Communicate acceptance of feeling uncertain or 


unsettled 


Phase 3 – New Beginnings 
Emotions Displayed Guiding Tips 


High energy Reward the team 
Openness to learning Celebrate the desired change that has occurred 


Renewed commitment to organizational 
goals, processes, and actions 


Highlight success stories 


Adapted from Bridges, W. (2017). Managing Transitions. Da Capo Lifelong Books, an imprint of Perseus Books, LLC, a 
subsidiary of Hachette Book Group, Inc. 





		Phases of Transition During Change

		Phase 1 – Endings

		Phase 2 – Neutral Zone

		Phase 3 – New Beginnings








 
    


 
 


    
    


   


 
        


 
 


  
   
  


 
  


        
    


          
    


   


    


      


   


   
     
  
   


   


         
 


SCRIPT
Staff Circle – What We’re Feeling Is Normal; Change Is Difficult (Bridges Research) 
Introduce Activity 
What: Staff Circle 


Why:  Community Building Experience to help us consider how [change initiative] is impacting us 
individually and what we can do to move forward 


How:  Circle, talking piece, guidelines 


Pre-Work 
As you settle into the circle, I want you to reflect on your best and worst moments as an educator. 


Purpose of Circle 
Structure 


• Opening
• Content
• Closing


Opening 
Read the Opener to set the tone 


Lecture Burst: I’d like to start with a quote from Marilyn Ferguson, author, editor and public 
speaker.  I’ll read it and I’d like you to just sit with it. 


Read: It’s not so much that we’re afraid of change or so in love with the old ways, but it’s that 
place in between that we fear…It’s like being between trapezes.  It’s Linus when his blanket is in 
the dryer.  There’s nothing to hold on to. 


Introduce Talking Piece & Circle Guidelines 


Lecture Burst: I’d like to start with sharing the Purpose of a Talking Stick & the Circle Guidelines. 


Read: Purpose of a Talking Stick 


• Speak one at a time
• Speak only when you have the talking piece
• No cross talk
• No questions or comments


Read: Circle Guidelines 


• Speak from the heart - Not other people’s experience.  From your own experiences.  Don’t
generalize







  


    
    


      
    


         
  


       
      


 


       


 
  


     
  


      
   


      
     


  


    
   


      
      


   
      


      


       
      
      


       
 


      


  
  
  


      


        
     


• Listen from the heart - Expect differing opinions.  If you listen from the heart these 
differences won’t bother you. 


• Hold a hypothesis of generosity.  People are being the best person they can be. 
• Respect the Talking Piece (Most important) – Respect the voice being recognized at the 


time.  Remember that silence is a voice. You can say, “Pass”.  But you have to say, “Pass”. 
Do it with the talking piece 


• Vegas Mode - The learning is shared; the stories are not. 
• What you say is enough - Don’t say too much; don’t say too little; know that what you say is 


just enough 


Round 1: Can you live with the Purpose of the Talking Stick & Circle Guidelines? 


Content 
Transition Theory (Bridges)  


NOTE:  Provide “Staff Circle - What We’re Feeling Is Normal. So, Give Yourself a Break! (Bridges 
Transition Research Handout” at this time. 


Lecture Burst: Take a minute or two to review the handout I’ve shared with you. 
People don’t like change.  Oh, I know there are people who say they do.  But I’d challenge those 
that say they do.  I don’t believe anyone wakes up in the mornings thinking, “Boy, I hope someone 
rocks my world today.”  We like stability, predictability, knowing we can count on the sameness of 
our world. 


[Change Initiative] has been a challenge for some of you.  It’s been a challenge for me too.  But I 
believe in it.  I’m guessing many of you believe in it, also.  


William Bridges is the author of the book Transitions: Making Sense of Life’s Changes.  Its subtitle is 
“strategies for coping with the difficult, painful, and confusing times in your life”. Phew, when I 
read that subtitle, I thought it was a new publication.  There have been so many changes that 
have been happening recently. Actually, it was written in the early 2000’s.  Yet, this is what we’re 
experiencing right now – difficult, painful and confusing times in life.  


In his research, Bridges differentiates between “change” and “transition”. He defines Change as 
the shift in the external situation – that’s [our change initiative].  Transition on the other hand is the 
psychological reorientation that people make in response to change – the new skills, beliefs, etc. 


So, it’s not really Change that’s the problem; it’s the Transition to the new way and all of the 
feelings that are at play that is the difficulty. 
Bridges says that Transition is a 3 phase process: 


• Ending 
• The Neutral Zone 
• Beginning 


I’d like for us to explore these phases together.  We’ll start with Ending. 


Ending is the time of losing or letting go of something. It’s saying good-bye to an old way of doing 
things.  Like, how we [list items that the change initiative are requiring].  We’re in a state of Ending. 


Page | 2 



https://drive.google.com/file/d/1DyZ531RsuXcfncNl_SfLlPtEk8FIInoA/view?usp=sharing

https://drive.google.com/file/d/1DyZ531RsuXcfncNl_SfLlPtEk8FIInoA/view?usp=sharing





  


       
 


  
  
  
  
  
  


         


      
   


    
   
   


       
 


        


   
  
   


     
    


    
        


   
  


    
 


         
 


  
  
  
  
  


Here are some of the common feelings that Bridges says you might be feelings.  See if any of them 
sound familiar. 


• Denial 
• Shock 
• Anger 
• Frustration 
• Stress 
• Ambivalence 


Round 2: Let’s go around and share some of the Ending feelings we’ve been experiencing. 


Lecture Burst: Bridges shares three ACTIONS we can take during this time to help us work through 
this Ending phase. 


• Taking stock of what will be left behind 
• Grieving for the losses 
• Understanding how the past fits with the future 


Round 3: Think about how you have helped yourself during this time of Ending.  What Actions have 
you taken? 


Lecture Burst: The next Transition phase is The Neutral Zone.  Bridges describes this as a time when 


• Nothing seems to work 
• Production dips 
• Both creativity and chaos are possible 


I don’t know about you, but I recognize all of these characteristics while we’re implementing our 
change initiative - especially the part about chaos. 


He says the best ACTION at this time is to use positive metaphors. I thought I’d share a story that 
was going around Facebook a few weeks ago as an example of a positive metaphor. 


Play: The Great Realisation (https://www.youtube.com/watch?v=Nw5KQMXDiM4&feature=share) 
(or a different story/video that fits your change initiative.) 


Round 4: What metaphors have you heard or used to help yourself or others during this time of 
transition? 


Lecture Burst: The final Transition phase is called New Beginnings.  This can be viewed as a slow 
progression through the following feelings. 


• Skepticism 
• Acceptance 
• Importance 
• Hope 
• Enthusiasm 
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I’m not sure about you, but I think I’m a long way from “Enthusiasm”.  But I’m past “Skepticism”. 
Maybe today I’m at the stage of “Importance”.  I believe we are doing really important work and 
we have to keep figuring out how to keep progressing.  But I recognize that I might easily slip back 
to the Ending feeling of “Stress” at any moment.  Which really means I’m probably in the phase of 
The Neutral Zone or as I like to call it CHAOS!!! 


Bridges says the ACTIONS to take during this phase are: 


• Develop new understandings, new values, new attitudes & new identities 
• Make a commitment to the new way 
• Be willing to take a risk that the new way will work 


Round 5: So take another look at the handout.  Where are you on the continuum?  And then think 
about what specific ACTIONS you could take to help yourself to continue to Transition through this 
Change.  Let’s share your reflections. I’ll start… 


Closing 
Lecture Burst: I’d like to close with a favorite quote of mine. It’s attributed to many people, John 
Lennon, Tracey McMillan to name a few. It’s also thought to be an ancient Indian proverb.  When 
I read it, I’d like us to just sit with it.  Think about how the thought process of this quote might help 
you now while experiencing the loss in the Ending phase, going through the chaos of The Neutral 
Zone, and looking forward to our New Beginnings. 


Everything works out in the end; if it hasn’t worked out, it’s not the end. 


[PAUSE for individual reflection] 


Thank you.  I wish you all well. 
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Systems Change 


Based on John P. Kotter “8-Step Change Model” 







     


    


Purpose & Objectives 
Purpose Learning Goals 


• To develop high performing change • Learn models for leading system 
leaders change 


• Apply models in leading district or 
school change initiatives 







 


 


    


          


     


For our time together... 


• Take responsibility for your own learning 


• Support the learning of your colleagues 


• If you need to take a call or have a side conversation, 
please step out 


• If you have a question, ask 







      
   


  
     


         


Leadership is complex and constantly changing. I 
recommend travelling with a good theory because 
theories never assume absolute certainty.  They are 
humble – as leaders need to be – in the face of the 
future. 


- M. Fullan (2008) 


Marshall, S. (2008). In Conversation, “Leading Change: An Interview with Michael Fullan”, vol. 1, issue 1. 







Change Leadership: 
The System 







      
     


  


Leading the Change 
What has been a large change initiative that you have been a part of – either 


leading or supporting – that was implemented successfully? 
What were some of the successes/challenges faced? 







      
  


   


 


             


Leading the Change 


• Think – individually about what you Know, Think You Know & Want 
to Know about leading change 


• Share – with your table group 


• Create – a Know, Think You Know & Want to Know chart 


Know Think We Know Want to Know 


Lipton, L. & Wellman, B. (2011). “Know/Think I Know/Want to Know” Groups at Work: Strategies and Structures for Professional Learning, MiraVia, pg. 14. 







CHANGE 


JOHN P. 
KOTTER 


  
  


  


 


     


LEADING 
• Think – individually about a change 


initiative you are leading or would 
like to lead. 


• Write – your A-Ha’s! and To-Do’s 


Kotter, J.P. (2012). Leading Change, Harvard Business Press. 







 
  
   
   
   
    
    
  


   


The Change Problem 


• Mistake #1: Complacency 
• Mistake #2:  No Support 
• Mistake #3:  Lack of a Vision 
• Mistake #4: Undercommunicating 
• Mistake #5:  Allowing Obstacles to Block 
• Mistake #6:  Failing to Identify Short-Term Wins 
• Mistake #7:  Declaring the Victory Too Soon 
• Mistake #8:  No Anchor to the Future 


Downloaded from Mind Tools (2011) Kotter’s 8-Step Change http://www.mindtools.com/pages/article/newPPM_82.htm 



http://www.mindtools.com/pages/article/newPPM_82.htm





      


   
 


  
   


 
 
 


 
  
  


Eight Step Process 


Creating a Climate for Change 
1.Increase urgency 
2.Build guiding teams 
3.Get the vision right 


Engaging and establishing the organization 
4.Communication for buy-in 
5.Enable action 
6.Create short-term wins 


Implementing & sustaining the change 
7.Don’t let up 
8.Make it stick 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







 


  


      
 


Step 1 
Establish a Sense of Urgency - Slide 1 


True urgency is a prerequisite to change 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 
Kotter, J.P. (2008).  A Sense of Urgency, Harvard Business Press. 







 


 


  


      
 


Step 1 
Establish a Sense of Urgency – Slide 2 


Heart and Head 


See ⇨ Feel ⇨ Change 


is more effective than 


Analyze ⇨ Think ⇨ Change 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 
Kotter, J.P. (2008).  A Sense of Urgency, Harvard Business Press. 







 


 


 


 


  


 


   
    


      
 


Step 1 
Establish a Sense of Urgency – Slide 3 


Complacency kills change. 
• Do we delegate critical issues? • Do we use highly selective facts to 


shoot down data? • Do we refuse to confront 
bureaucracy and politics? • Do we regularly blame others for 


significant problems? • Are our discussions too inwardly 
focused? • Do we discuss our past failures, not 


to learn from them, but to stop or 
stall new initiatives? 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 
Kotter, J.P. (2008).  A Sense of Urgency, Harvard Business Press. 







 


  
  


 


   
  


 


    
 


    
 


   


 


      
 


Step 1 
Establish a Sense of Urgency – Slide 4 


False urgency kills change. 
• Do we have trouble scheduling • Do we spend long hours developing 


meetings on important initiatives PowerPoint presentations on 
because we’re too busy? almost anything? 


• Do we end key meetings without • Do we make cynical jokes that 
deciding what must happen next? distract from the real issues? 


• Do we run from meeting to • Do we say, “We must act now,” but 
meeting? then fail to do anything? 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 
Kotter, J.P. (2008).  A Sense of Urgency, Harvard Business Press. 







 


  


  
  


   


  


   


      
 


Step 1 
Establish a Sense of Urgency – Slide 5 


Truly urgent behavior is: Truly urgent tactics are: 
• Focused externally on important • Bring outside reality in 


issues 
• Behave with urgency every day 


• Alert, fast-moving 
• Find opportunity in crisis • Relentless 
• Communicate! • Continuously purging irrelevant 


activities to make time for 
important ones, and to prevent 
burnout 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 
Kotter, J.P. (2008).  A Sense of Urgency, Harvard Business Press. 







 


  


      
 


Step 1 
Establish a Sense of Urgency – Slide 6 


What are you urgent about? 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 
Kotter, J.P. (2008).  A Sense of Urgency, Harvard Business Press. 







  


  


      


Step 2 
Create a Guiding Coalition – Slide 1 


A diverse many, not a 
limited few. 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







  
  


 


  


      


Step 2 
Create a Guiding Coalition – Slide 2 


A guiding coalition must have three things: 


• A shared objective 


• Trust 


• The right people – power, expertise, credibility 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







  


 


      


Step 2 
Create a Guiding Coalition – Slide 3 


Who should be in your guiding coalition? 
How can you enlist volunteers? 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







  


  


      


Step 3 
Develop a Change Vision – Slide 1 


A vision inspires people to take action. 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







 
 


 


  


  


  


   


      


Step 3 
Developing a Change Vision – Slide 2 


Six things that make a vision effective: 


1. Is bold and achievable 


2. Paints a vivid picture of the future 


3. Appeals to employees’ heart (and minds) 


4. Is specific enough to help individual make decisions 


5. Is flexible enough to adapt to changing conditions 


6. Is easy to communicate quickly – in 60 seconds 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







  


   


      


Step 3 
Develop a Change Vision – Slide 3 


How will you define the initiatives needed to make the change 
vision a reality? 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







 


      


Step 4 
Communicate the Vision for Buy-In – Slide 1 


Be a broken record. 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







 


      


Step 4 
Communicate the Vision for Buy-In – Slide 2 


Communicating the vision must be: 


• Constant 


• Heartfelt 


• Consistent 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







 


     
 


      


Step 4 
Communicate the Vision for Buy-In – Slide 3 


To whom are you communicating? 


Everyone who needs to make adjustments in what they do, how they 
do it, and with whom they do it. 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







 


   


      


Step 4 
Communicate the Vision for Buy-In – Slide 4 


Walk the Talk 


• Match words and deeds 


• Behave in ways that are consistent with the vision 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







  


 


      
 


Step 4 
Communicate the Vision for Buy-In – Slide 5 


Address naysayers: 


• Invite the lions in 


• Then respond respectfully to attacks 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 
Kotter, J.P. (2008).  A Sense of Urgency, Harvard Business Press. 







  


      


Step 4 
Communicate the Vision for Buy-In – Slide 6 


Where and how will you communicate the vision? 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







 


Systems Change 


BREAK (10 minutes) 







      


   
 


  
   


 
 
 


 
  
  


Eight Step Process 
Creating a Climate for Change 
1.Increase urgency 
2.Build guiding teams 
3.Get the vision right 


Engaging and establishing the organization 
4.Communication for buy-in 
5.Enable action 
6.Create short-term wins 


Implementing & sustaining the change 
7.Don’t let up 
8.Make it stick 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







  


      


Step 5 
Empower Broad-Based Action – Slide 1 


Changing culture and behavior demands leadership. 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







    


  
 


 
 


      


Step 5 
Empower Broad-Based Action – Slide 2 


Common barriers: 


• Mindset: People don’t believe change is 
possible 


• Systems: Formal structures make it 
difficult to act 


• Bosses: Key players discourage 
employees from behaving differently 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







      


Step 5 
Empower Broad-Based Action – Slide 3 


What are the barriers? 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







      


Step 6 
Generate Short-Term Wins – Slide 1 


Compelling evidence – immediately. 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







      


Step 6 
Generate Short-Term Wins – Slide 2 


Short-term wins must be: 


• Visible 


• Unambiguous 


• Relevant 


• Celebrated! 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







 


 


 
   


 


      


Step 6 
Generate Short-Term Wins – Slide 3 


Short-term wins serve many Communicate short-term wins 
purposes: frequently & everywhere 


• Make sacrifices worth it 


• Undermine resisters 


• Build momentum 


• Enable the guiding coalition 
to fine-tune the vision and 
change initiatives 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







 


      


Step 6 
Generate Short-Term Wins – Slide 4 


Where and how will you publicize your successes? 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







 


      


Step 7 
Never Let Up – Slide 1 


Perseverance is the hard work you do 
after you get tired of doing the hard work you already did.


Newt Gingrich 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







 


 


 


 


      


Step 7 
Never Let Up – Slide 2 


Maintain momentum: 


• Don’t declare victory prematurely 


• Keep urgency up 


• Eliminate unnecessary, demoralizing work 


• Continue learning from experience 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







 


  


      


Step 7 
Never Let Up – Slide 3 


How do we keep a sense of urgency? 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







   


   


      


Step 8 
Incorporate Change into the Culture – Slide 1 


The change becomes “the way we do things around 
here.” 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







   


  


  


      


Step 8 
Incorporate Change into the Culture – Slide 2 


To embed change into the culture: 


• It’s OK if resisters leave 


• It’s imperative to promote the right people 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







   


      


Step 8 
Incorporate Change into the Culture – Slide 3 


How will we know this is “the way we do things around here.” 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







      


   
 


  
   


 
 
 


 
  
  


Eight Step Process 
Creating a Climate for Change 
1.Increase urgency 
2.Build guiding teams 
3.Get the vision right 


Engaging and establishing the organization 
4.Communication for buy-in 
5.Enable action 
6.Create short-term wins 


Implementing & sustaining the change 
7.Don’t let up 
8.Make it stick 


Harvard Business Review (2012). Accelerating Change Based on the Work of John P. Kotter. 







      


 


 


             


Leading the Change 


• Review – your learning group’s Know, Think You Know & Want to Know chart 


• Edit – with your table group 


Know Think We Know Want to Know 


Lipton, L. & Wellman, B. (2011). “Know/Think I Know/Want to Know” Groups at Work: Strategies and Structures for Professional Learning, MiraVia, pg. 14. 







 
 


     
  


     
  


    
  


  


          
  


Summary of Learning…So Far 
• Reflect – individual on the following questions 
 Connect – How do the ideas presented about leading change connect to my 


knowledge, experiences and current practice? 
 Extend – How do the ideas presented about learning change extend my 


knowledge, experiences and current practice? 
 Challenge – How do the ideas presented about leading change challenge my 


knowledge, experiences and current practices 


• Share – with a learning partner 


Ritchhart, R.; Church, M. & Morrison, K. (2011). “Connect-Extend-Challenge” Making Thinking Visible: How to Promote Engagement, 
Understanding, and Independence for All Learners, Jossey-Bass, pg. 132-139. 







 


 


Systems Change 


Based on John P. Kotter “8-Step Change Model” 







    


    


Purpose & Objectives 


Purpose Learning Goals 


• To develop high performing • Learn models for leading system change 
change leaders • Apply models in leading district or 


school change initiatives 
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		Purpose & Objectives

		For our time together...

		Quote About Leadership from Michael Fullan

		Change Leadership:�The System

		Leading the Change

		Leading the Change

		Think and Write

		The Change Problem

		Eight Step Process

		Step 1�Establish a Sense of Urgency - Slide 1

		Step 1�Establish a Sense of Urgency – Slide 2

		Step 1�Establish a Sense of Urgency – Slide 3

		Step 1�Establish a Sense of Urgency – Slide 4

		Step 1�Establish a Sense of Urgency – Slide 5

		Step 1�Establish a Sense of Urgency – Slide 6

		Step 2�Create a Guiding Coalition – Slide 1

		Step 2�Create a Guiding Coalition – Slide 2

		Step 2�Create a Guiding Coalition – Slide 3

		Step 3�Develop a Change Vision – Slide 1

		Step 3�Developing a Change Vision – Slide 2

		Step 3�Develop a Change Vision – Slide 3

		Step 4�Communicate the Vision for Buy-In – Slide 1

		Step 4�Communicate the Vision for Buy-In – Slide 2

		Step 4�Communicate the Vision for Buy-In – Slide 3

		Step 4�Communicate the Vision for Buy-In – Slide 4

		Step 4�Communicate the Vision for Buy-In – Slide 5

		Step 4�Communicate the Vision for Buy-In – Slide 6

		Systems Change

		Eight Step Process

		Step 5�Empower Broad-Based Action – Slide 1

		Step 5�Empower Broad-Based Action – Slide 2

		Step 5�Empower Broad-Based Action – Slide 3

		Step 6�Generate Short-Term Wins – Slide 1

		Step 6�Generate Short-Term Wins – Slide 2

		Step 6�Generate Short-Term Wins – Slide 3

		Step 6�Generate Short-Term Wins – Slide 4

		Step 7�Never Let Up – Slide 1

		Step 7�Never Let Up – Slide 2

		Step 7�Never Let Up – Slide 3

		Step 8�Incorporate Change into the Culture – Slide 1

		Step 8�Incorporate Change into the Culture – Slide 2

		Step 8�Incorporate Change into the Culture – Slide 3

		Eight Step Process

		Leading the Change

		Summary of Learning…So Far

		Systems Change

		Purpose & Objectives






AGENDA
Systems Change (Kotter Research) 
Date:     Time:


Location: 
Purpose: To develop high performing change leaders 


Learning Goals: 
• Learn a model for leading a coherent system
• Apply a model in leading district or school change initiatives


Slide(s) Topic 
Slide 1 Welcome 


Slides 2 - 4 Purpose & Objective; Inclusion Activity 
Agenda & Slides 


Purpose:  To develop high performing change leaders 


Objectives: 


• Learn models for leading system change
• Apply models in leading district or school change initiatives


Norms 


Inclusion Activity [Quote]   


Leadership is complex and constantly changing.  I recommend travelling with a good 
theory because theories never assume absolute certainty.  They are humble – as 
leaders need to be – in the face of the future.  - M. Fullan (2008) 


Slides 5 – 27 Change Leadership: The System 
Inclusion Activity [K-W-L] 


• What has been a large change initiative that you have been a part of that
was implemented successfully?


• What do you Know, Think You Know & Want to Know about Leading Change


Lecture Burst - refer to speaker notes [A-Ha’s! and To-Do’s] 


• The Change Problem
• Eight Step Process
• Step 1: Establish a Sense of Urgency
• Step 2: Create a Guiding Coalition
• Step 3: Develop a Change Vision
• Step 4: Communicating the Vision for Buy-in


Slide 28 Break: Return at  


Slides 29 – 46 Change Leadership: The System (Continued) 
Lecture Burst - refer to speaker notes [A-Ha’s! and To-Do’s] 


• Quick Review Steps 1 - 4
• Step 5: Empower Broad-Based Action
• Step 6: Generate Short-Term Wins
• Step 7: Never Let Up
• Step 8: Incorporate Change into the Culture
• Quick Review Steps 1-8


Activity [K-W-L] 
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Slide(s) Topic 
• Edit K-W-L


Activity (if time permits) [Connect-Extend-Challenge] 


Slides 47 – 48 Wrap Up 
Review 


Purpose:  To develop high performing change leaders 


Objectives: 


● Learn models for leading system change
● Apply models in leading district or school change initiatives


Learning Materials 
● Chart Paper
● Markers
● Slides
● Agenda


Copies Needed 
● Leading Change: A-Ha & To-Do Note Taking Guide


o One per participant, front-to-back
● Connect-Extend-Challenge Reflection


o One per participant
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